
�

Using Logic Models for 
Project Planning & Measurement

August 6th, 2008
Presented by: 

Beverly Kahn &
Ben Bielenberg

Presented to:

Region 8 Grant Writing Workshop



�

You Will Learn:

– Benefits of using logic models

– How to develop a logic model for your 
program/project

– Identifying outputs and outcomes

– Using a Logic Model to develop 
performance measures 
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What is a Logic Model?

A logic model is a tool that helps you make 
connections between actions and results. 

We use 
these 
resources…

We use 
these 
resources…

For these 
activities…

For these 
activities…

To 
produce 
these 
outputs…

To 
produce 
these 
outputs…

So that these 
customers can 
change their 
ways…

So that these 
customers can 
change their 
ways…

Which leads 
to these 
outcomes…

Which leads 
to these 
outcomes…

Leading 
to these 
results!

Leading 
to these 
results!
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Logic Models as Recipes

Resources
Ingredients
Utensils
Cooks

Resources
Ingredients
Utensils
Cooks

Activitie
s
Chop, mix 
and bake

Activitie
s
Chop, mix 
and bake

Outputs
Dinner

Outputs
Dinner

Customers 
Diners

Customers 
Diners Outcomes

Satisfied 
Customers

Outcomes
Satisfied 
Customers

Results
Profit
Regulars

Results
Profit
Regulars

A Successful Chef…
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Benefits of Logic Modeling

• Illustrates the logic or theory of the 
program or project, and informs program 
design.

• Focuses attention on the most important 
connections between actions and results.

• Builds a common understanding among 
staff and with stakeholders.

• Helps manage for results. 
• Finds “gaps” in the logic of a program and 

helps to resolve them.
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Elements of the Logic Model

Inter-
mediate

Changes in 
behavior, 
practice or 
decisions.

Behavior 

Do Better

Inter-
mediate

Changes in 
behavior, 
practice or 
decisions.

Behavior 

Do Better

Customer

User of the 
products/ 
services. Target 
audience the 
program is 
designed to 
reach.

Customer

User of the 
products/ 
services. Target 
audience the 
program is 
designed to 
reach.

Activities

Things you do–
activities you 
plan to conduct 
in your program.

Activities

Things you do–
activities you 
plan to conduct 
in your program.

Outputs

Products or 
services that are 
a direct result of 
your activities.

Outputs

Products or 
services that are 
a direct result of 
your activities.

Resources/ 
Inputs:

Programmatic 
investments 
available to 
support the 
program. 

Resources/ 
Inputs:

Programmatic 
investments 
available to 
support the 
program. 

Short-term

Changes in 
learning, 
knowledge, 
attitude, skills, 
understanding.

Attitudes

Know Better

Short-term

Changes in 
learning, 
knowledge, 
attitude, skills, 
understanding.

Attitudes

Know Better

Long-
term

Change 
in condition.

Condition

The world 
is a better 

place

Long-
term

Change 
in condition.

Condition

The world 
is a better 

place

External Influences

Factors outside of your control (positive or negative) that may 
influence the outcome and impact of your program/project. 

External Influences

Factors outside of your control (positive or negative) that may 
influence the outcome and impact of your program/project. 

Outcomes

Why you are 
doing it 

What you 
are doing
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Creating a Goal Statement

• A goal statement can be helpful when initiating the 
development of a logic model by explicitly identifying 
common objectives and creating a ‘theme’ for the logic 
model.  

• A goal statement should be brief, and can change as the 
logic model and project is being developed, and external 
influences and other factors are identified.

• A goal statement could answer questions like: 
– What does my program or project want to accomplish?
– What is the problem (s) the program/project is 

attempting to solve or the issue (s) the program/project 
will address?

• Example: Create Conditions for healthy and abundant fish



	

Types of Program Elements

1. Conduct Research on decline 
of Fish Pop.

2. Recommendations to improve 
health/habitat

3. Trout Unlimited

4.   $75,000 Grant, 1 full-time staff

1. Activity

2. Output

3. Customer Reached

4. Resource

Example Type of Program Element
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Types of Program Elements

5. Fish Populations Increase

6. Public Awareness for reasons 
of declining fish population  

7. Water Pollution Levels 
Decline 

8. Stricter Federal Storm-water 
Regulation.

5.   Long term Outcome

6.  Short Term Outcome

7.  Intermediate Outcome

8.  External Influences

Example Type of Program Element
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Improved 
water 
quality and 
restoration 
of fish 
habitat

Change in 
behaviors that 
cause damage 
to fish habitat

Increased 
knowledge of  
low fish pops, 
causes of 
pollution and 
habitat 
destruction, 
attitude about 
importance of 
fish to the 
ecosystem & 
community

Local 
decision 
makers & 
stakeholders

Recom-
mendations
on how to 
improve 
health of and 
habitat for 
fish

Conduct 
research on 
decline of 
fish pop.

LONG TERM 
Change in 
condition

MEDIUM TERM 
Change in behavior

SHORT TERM 
Change in attitude/  
knowledge/skills

CUSTOMERS
Whom we 

reach

OUTPUTS
What we produce

ACTIVITIES
What we do

RESOURCES
What we invest

OUTCOMESOUTPUTSRESOURCES

Basic Logic Model Worksheet

External Influences:

$75,000 
grant

1 FTE

GOAL:  Create conditions for healthy and abundant fish.

political influences



12



13

Performance Goals *

*Please note that Performance Goals include key research outputs, a synthesis product, & plans for effective transfer to 
intended clients to bring about short-term outcomes.  The synthesis product addresses and serves to answer a key research 
question linked to outcomes, and compares the accomplishment represented by the Performance Goal to baseline conditions 
and to related goals in future years needed to achieve outcomes.

ORD Is Developing Outcome-Oriented     
Performance Indicators

Programs are implemented & managed from LEFT to RIGHT

Resources Research
Activities

Research
Outputs

Short-Term
Outcomes

Effective 
Transfer 

Intermediate
Outcomes

Long-Term
Outcomes

8.  . ... which 
contribute to 
measurable 
changes in 
environmental 
contaminants, 
stressors, or 
exposures…

Strategic
Objectives

Strategic
Goals

7. …resulting 
in changes in 
client 
decisions or  
actions …

6. client 
reactions and 
to changes in 
knowledge, 
attitudes, 
skills, or 
aspirations ...

5.  … and to 
prepare for the 
effective transfer 
of key research 
outputs that will 
lead to . . .

3. … to create 
the research 
knowledge, tools, 
processes, 
technologies etc. 
and the key 
outputs that must 
be developed 
over time …

2.  …to  
coordinate and 
conduct the 
research, 
development, & 
administrative 
activities that 
will be needed 
to answer key 
research 
questions, and  
…

Annual 
Performance 

Measures

1. We use 
resources ($, FTE, 
& infrastructure),  
partnerships, and 
guidance from 
stakeholders  …

9. to demonstrate 
measurable long-
term improvements 
in human or 
ecosystem health

Specific 
Clients

4. … for 
intended clients 
(such as senior 
scientists or 
decision makers 
in government, 
the regulated 
community, or 
the public) …

…

Research Program ResultsClients 
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*Keeping in mind potential geographic (urban vs. rural) and 
socio-economic considerations

External Factors: Laws/Regulations

Schools safe 
from chemicals

Protect 
children’s 
health

Reduce 
environmental 
hazards/risks

Improve 
children’s 
learning 
environment

Program Self-
Sufficiency

Information 
exchange/ technical 
assistance 
infrastructure

Institutional 
Knowledge

School Impacts
�Inventory 
chemicals
�Cleanout 
chemicals 
�Implement P2 
activities

Facilitate partner 
contributions

Behavior/Process
�Adopt a “culture”
of chemical safety 
in schools
�Identify a 
“champion”
�Increase 
communication 
among relevant 
school staff
�Develop chemical 
storage/handling/ 
disposal/purchasin
g procedures
�Provide routine 
training/ education 
opportunities for 
staff including 
facility/grounds

Working 
Groups

Regulatory
•State/Local/ 
Tribal 
environmental and 
health agencies
•Fire/Safety/ 
Emergency 
Response

Parents

Increase awareness 
of problem
�Understand Risk
�Recognize 
hazards

Increase awareness 
of potential 
solutions/options 
to address 
chemical mgmt 
concerns
�Use in short/long 
term planning
�Pollution 
prevention
�Practices/policies
�Leveraging 
partners
�Training 
opportunities

Identify roles and 
responsibilities of 
industry/partners

Explore 
alternative 
funding sources

Non-Regulatory
•Industry
•Membership 
Assoc
•Advocacy Groups

National 
Coordination
•Priority setting
•Identification 
of high risk 
schools

Guidance on 
chemical 
management

EPA Staff
• RCC 
•Schools 
Advisory 
Group
•Other 
Program 
Offices

Funding
•Federal
•State
•Local
•Private/ 
non-profit

Organizatio
ns with Ties 
to Schools/ 
Potential 
Partners

Provide SC3 
grants for 
chemical 
cleanout and 
prevention 

Existing 
EPA 
Partnerships 
with 
Industry

Outreach and 
Awareness

Form 
partnerships

Provide tools 
to assist 
chemical 
management 
activities
•Best Practices
•Case Studies
•Models

Exhibit 2: EPA Office of Solid Waste:  Schools Chemical Cleanout Campaign 
Logic Model(SC3)

Ultimate GoalLong-termIntermediate

Outcome
s

Short-termOutputs CustomersResource
s

Activities

Leverage Chemical 
management 
knowledge of 
facility/ 
maintenance/groun
ds

Results,  Data, & 
Metrics
•# schools cleaned up
•# schools inventoried 
•Amount of 
chemicals removed
�$ spent

Awareness 
Communication
•Brochures
•Website
•Speaking 
engagements
•Publicity and 
Recognition

School/District*
•Administrators
•School Board
•Purchasing 
Agents
•Teachers
•Facilities/ 
Maintenance/ 
Grounds

Chemical 
management 
lifecycle part of the 
way school’s “do 
business”
•Appropriate 
chemical 
management 
policies
�Purchasing & 
management 
activities line item 
in school budgets
�Enviro friendly 
practices integrated 
into curriculum
�Provide 
continuing 
education on chem
mgmt for staff
�Chemical mgmt 
practiced in 
facilities/grounds 
depts.
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“Z” Logic

A  
Outputs

Resources Action A

B  
Outputs

Resources Action B

Strategic 
Program 
Results

C  
Outcomes

Resources Action C
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Resources Activities Outputs
For 

Customers
Short-term 
outcomes

Intermediate 
outcomes

Long-term 
outcomes

Energy R,D,&D Program Using ‘Z’ Logic

Perform 
research
Perform 
research

External Influences: Price of oil and electricity, economic growth in industry and in general, perception of 
risk of global climate change and need for national energy security, market and technology assumptions.

Source: McLaughlin and Jordan, 1999

Program   
$, Staff

Program   
$, Staff

Ideas for 
technology 

change

Ideas for 
technology 

change

Potential for 
technology 

change 
documented

Potential for 
technology 

change 
documented

Leads to 
applications 

in energy 
technologies

Leads to 
applications 

in energy 
technologies

For industry 
researchers

For industry 
researchers

Develop 
technology
Develop 

technology
Added 

resources
Added 

resources
Lab 

prototype 
report

Lab 
prototype 

report

Technology 
available for 

commercialization

Technology 
available for 

commercialization

Leads to 
commercial 
prototype

Leads to 
commercial 
prototype

Deploy 
technology
Deploy 

technology
Added 

resources
Added 

resources
Policies, 

incentives, 
information

Policies, 
incentives, 
information

Early adopters 
express desire 

to buy

Early adopters 
express desire 

to buy

Leads to 
knowledge, 

less risk 
perceived

Leads to 
knowledge, 

less risk 
perceived

Produce 
technology 
& educate 

market

Produce 
technology 
& educate 

market

Commercial   
$, Staff

Commercial   
$, Staff

Manufacture 
the 

technology in 
market

Manufacture 
the 

technology in 
market

Consequences 
of use- Lower 
energy costs 

and emissions

Consequences 
of use- Lower 
energy costs 

and emissions

Leads to 
technology 
accepted, 
purchased

Leads to 
technology 
accepted, 
purchased

For buyers 
of that 

technology

For buyers 
of that 

technology

For users and 
Manufacturers
For users and 
Manufacturers

For users and 
Manufacturers
For users and 
Manufacturers

Competitive 
economy, 
cleaner 

environment

Competitive 
economy, 
cleaner 

environment

(Shared 
responsibility)
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Project Measurement

- Measures assess the effect of your project or program. 

- Ongoing monitoring and reporting of accomplishments

- Examines the achievement of program objectives.

- Describes program achievements in terms of outputs, 
outcomes, in a given time against a pre-established goal. 

- Early warning to management.



Conditions 
in the 
stream 
improve

Measure:
Water 
quality 
improves, 
fish 
populations 
increase

Change in 
behaviors 
that cause 
damage to 
fish habitat

Measure:
Reduced 
pollution to 
river

Increased knowledge 
of  low fish pops, 
causes of pollution 
and habitat 
destruction, attitude 
about importance of 
fish to the ecosystem 
& community

Measure:
Increased support to 
fix problems

Local 
decision 
makers & 
stakeholders

Measure:
Reached all 
targeted 
audiences

Recom-
mendations
on how to 
improve 
health of and 
habitat for 
fish

Measure:
Report 
completed 
on time

Conduct 
research 
on decline 
of fish 
pop.

Measures:
#of 
sampling 
sites, # of 
interviews

LONG TERM 
Change in 
condition

MEDIUM 
TERM 

Change in 
behavior

SHORT TERM 
Change in attitude/  
knowledge/skills

CUSTOMERS
Whom we 

reach

OUTPUTS
What we produce

ACTIVITIES
What we do

RESOURCES
What we invest

OUTCOMESOUTPUTSRESOURCES

Developing Measurements

External Influences:

$75,000 
grant

1 FTE

GOAL:  Fish are healthy and abundant.
political influences



�	

Logic Modeling Exercise 1
Brief application of logic 

modeling
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Resources

Outcomes

Short-term Intermediate Long-termOutputsActivities Customers

Region 2 Resource Conservation Challenge Construction 
Beneficial Use – Priority Area: Demolition (C&D) Logic Model

Goal: Collaborate with partners to reduce, reuse and recycle C&D debris and increase the amount of 
C&D materials that are beneficially used in an environmentally sound manner. 
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Partner with EBA-NYS & 
NY SAR3 to host a 
Construction & 
Demolition (C&D) 
Conference

• C&D best practices 
incorporated into 
environmental 
specifications of 
building contracts & 
guidelines

• C&D best practices 
adopted

• C&D waste is 
salvaged for sale & 
reuse

Resources

Outcomes

Short-term Intermediate Long-termOutputsActivities Customers

• Knowledge of 
C&D reuse & 
recycling 
resources and 
facilities increased

• Improved 
awareness of C&D 
Best Practices

• C&D materials 
now seen as 
products and not 
waste

•1 R2 FTE

•DEPP-RPB 
Solid Waste 
Program

•0.1 FTE from 
OPM

•0.2 FTE from 
EPA HQ 
OSWER

•Leverage 
Trade 
Associations

•Leverage 
State 
resources 
(NYDEC & 
NJDEP)

•Leverage 
other program 
& HQ FTE & 
resources

•Leverage 
NGOs (EBA-
NYS, 
NYSAR3, 
USGBC, etc)

State &  local 
counties

Knowledge of 
existing best 
practices is 
increased & new       
C&D best practices 
identified

Region 2 Resource Conservation Challenge Construction Beneficial Use –
Priority Area: Demolition (C&D) Logic Model

Market Transformation

•C&D materials 
reused & recycled is 
increased

• C&D debris reduced

• C&D debris used in 
an environmentally 
sound manner

• Market for C&D 
recycling and reuse is 
created

Inventory of  R2 C&D 
Contractors, Real 
Estate Developers, 
Architects & Engineers 

• Agenda

• Conference materials

• Network of C&D 
contacts 

External Factors:
• States & counties are directly responsible for monitoring C&D data
• Data is usually incomplete & inaccurate
• States & counties have introduced policies to promote a recycling environment
• It is more cost efficient to recycle some C&D materials
• Several organizations support C&D reuse & recycling

Promote awareness of   
C&D recycling and reuse 
regulations 

• Develop C&D Best 
Practice Manuals

• Design and deliver C&D 
Best Practice Workshops

Identify C&D Contractors, 
Real Estate Developers, 
Architects, and Engineers 
in R2

Customers attend C&D  
workshops

C&D Best Practice 
manuals  

Design C&D outreach 
materials

• Brochures

• Fact sheets

• Website

• C&D 
Contractors

• Real Estate 
Developers   

• Architects  

• Engineers

• C&D Trade 
Associations

• Region 2 

• NYSDEC

• NJDEP

• NYC DOS

Promote new 
technology to 
reduce C&D waste 
materials 
developed

States and local 
counties introduce 
regulations that 
promote recycling 
and reuse of C&D 
materials

Region 2, 
NYSDEC, NJDEP, 
awareness & 
understanding of 
target population 
increases

Assumptions: Few contractors, architects, and real estate developers know about best 
practices & economic incentives for the reuse & recycling of C&D debris.

• Model C&D recycling 
and reuse regulations 
and policies State &  local 

counties awareness 
of C&D  reuse & 
recycling regulations 
and policies 
increases 

Goal: Collaborate with partners to reduce, reuse and recycle C&D debris and increase the amount of C&D materials that are beneficially used in an 
environmentally sound manner. 
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Resources for Logic Models

EPA’s Program Evaluation Website:
• http://www.epa.gov/evaluate/whatis.htm

The University of Wisconsin-Extension
• www.uwex.edu/ces/lmcourse/#

WK Kellogg Foundation Logic Model Development Guide
• www.wkkf.org/Pubs/Tools/Evaluation/Pub3669.pdf

“The Logic Model for Program Planning and Evaluation”
• www.uidaho.edu/extension/LogicModel.pdf

The Logic Model Game
• www.cleggassociates.com
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Contacts

Ben Bielenberg
• 303-312-6771
• bielenberg.ben@epa.gov

Beverly Kahn
• 303-312-6374
• kahn.beverly@epa.gov


